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Business in Hong Kong has been developing very 
rapidly in the last decade. To be competitive and 
successful, modern management theories have to be 
applied. Although many small-scale marketing companies 
are facing problems in staff motivation and supervision, 
they are reluctant to adopt modern sales management 
concepts. This research aims at gaining a better 
understanding of the situation by identifying the key 
problems of motivation and supervision, and making 
recommendations accordingly. 
To meet the objectives of the research, the 
descriptive model is used to describe the situation and 
generate insight on the topic. A small office equipment 
marketing company is selected for intensive case study. 
On the one hand, the management, namely, a marketing 
manager and a sales manager, are interviewed to 
understand the company background, sales operations, 
sales motivation and supervision. Twelve 
salesmen (including three supervisors), on the other 
hand, are asked to complete questionnaires concerning 
their sales work. In addition, their attitudes towards 
the motivation and supervision system are measured by 
the Likert method. 
iii 
r 
It is found that the company uses a simple 
motivation system along with tight supervision policies. 
The motivation system relies solely on financial 
compensation as the management believes that money is 
the key motivator to salesmen. The research findings 
from salesmen is consistent with the management»s 
belief. However, it is found that many salesmen are not 
satisfied with the existing compensation package. 
Further, it is shown that, besides the financial 
rewards, job satisfaction is the second strongest 
motivator to salesmen, which the management has not paid 
enough attention to. On the other hand, the supervision 
system over-emphasizes the control of the salespeople 
through various tools such as monthly quotas, daily 
sales report, performance analysis and other supervisory 
tools. 
With the problems identified, it is suggested that 
the company should develop a more balanced management 
system involving motivation and supervision. The 
motivation system should include various types of 
incentives designed to satisfy different salesmen‘s 
needs. Major motivators include money, formal and 
informal recognition, and a good company atmosphere. In 
addition, the company should avoid stressing its 
weakness, namely, the limited opportunities for career 
advancement, but instead, provide other financial or 
non-financial rewards in lieu of advancement. 
iv 
For supervision, it is suggested that the concept 
of two-way cominunication should be adopted instead of 
using one-way communication that aims mainly at control. 
Sales meetings should therefore be re—organized to 
enhance communication. In the meantime, the 
responsibilities of supervisors should be clearly 
defined, to enable the incumbents play their roles more 
effectively. 
‘ V 
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Background of the Study 
Hong Kong is a fast developing and concentrated 
business centre. The role of sales and marketing is 
becoming increasingly important to businesses. In fact, 
there are 312 , 000 sales workers out of the total 
2,778,600 employees in Hong Kong.^ Furthermore, most of 
the business firms in Hong Kong are small business. 
According to the Government statistics, out of 3 0,474 
companies registered in 1988, there are 28,605 companies 
with capital less than $500,000.2 
Although the Hong Kong business environment is 
rather well developed, it is unlikely that many 
companies apply the theories of sales management to 
their sales operations. This is especially true for 
those small or medium-size local marketing companies. 
They usually rely on their past experiences, or 
sometimes, just by gut feeling. 
The term "sales management" has been changing in 
meaning gradually over the years. Today, there are 
three general and underlying objectives of sales 
‘ 2 
management, namely, achieving sufficient sales volume, 
providing ample contribution to profits, and 
experiencing continuing growth. Sales management is 
believed to be one of the most important areas to the 
marketing company as it directly influences the sales 
volume, gross margin and net profit of the whole 
company. As such, in order to maximize the company‘s 
net profits, sales management must be emphasized to aim 
for an optimum relationship among the sales volume, 
gross margin and the expenses. (Still, Cundiff, and 
Govoni: 1988) 
In sales management, motivation and supervision are 
two of the most important topics. According to a 
business report by Alexander Hamilton Institute: 1985, 
there are four success factors for sales success: 
一 P r o d u c t and application knowledge 
-Selling skills 
-Time and territory management 
-Motivation 
Amongst these elements, only motivation is 
important in all kinds of selling while the relative 
importance of the other three varies in different kinds 
of selling. 
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It is interesting to investigate in this research 
how sales management, especially motivation and 
supervision systems, are implemented in Hong Kong‘s 
small business, and what typical problems they are 
facing. 
Problem Identification 
Sales force management in small businesses in Hong 
Kong typically experience problems in the areas of 
motivation and supervision. This is especially true 
when the sales management system is not yet well 
developed. Salesmen usually work to reach the minimum 
targets only, and they are hardly motivated to perforin 
well. On the other hand, the companies are unable to 
supervise the salesmen effectively. In addition, some 
salesmen handle "private-business" outside, which may 
severely jeopardize the business of the company. 
Research Objectives 
In order to investigate the above problems, it is 
suggested to use intensive case study method instead of 
large scale statistical research or other methods. A 
small local firm has then been selected for the study 
purpose. This research aims at: 
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1. providing an overview of the sales management, 
especially in motivation and supervision, of a 
small local marketing company 
2. identifying the underlying reasons for the 
problems they are facing 
3. investigating the major determinants of motivation 
and supervision in the company 
4. formulating feasible recommendations to improve 
the current situation 
Company Background 
History and Organization 
The company that has been chosen is a small local 
marketing company, which is financed by another computer 
manufacturing firm. However, the businesses of the two 
firms are separate and independent of each other. 
The major business of the company covers local 
selling of various office automation (OA) products, 
which includes fax machine, computer and accessories, 
dry plain copiers and typewriters. 
Initially, the company was founded only with a 
capital of about HK$100,000 in 1983, while the recent 
monthly sales turnover is around HK$900,000, and 
estimate total asset base is over HK$1,000,000• 
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Figure 1.1 shows the organization structure of the 
company. The Marketing Manager is in charge of the 
whole company and has overall responsibility for the 
company operations. As the company is sales oriented, 
he is particularly concerned with the sales activities 
and major accounts. The Sales Manager, who directly 
reports to the marketing manager, is responsible for the 
sales activities and sales team. Especially, he 
concentrates on the sales management tasks such as 
setting quotas, performance evaluation and motivation. 
Also, he is responsible for launching promotional 
activities. 
The Sales Supervisors are under the Sales Manager, 
and were promoted from among the salesmen. Each sales 
supervisor is leading a sales team of three salesmen. 
Each team works together to meet the team's sales target 
while each salesman does have his own monthly quota. 
The Sales Supervisors serve as leaders as well as 
motivators within their teams. Also, they assist the 
Sales Manager to supervise the salesmen, and to ensure 
the salespeople are doing their jobs. 
Besides the sales teams, there is a Sales 
Supporter, who is responsible for all telephone incoming 
calls from customers, concerning the order taking, sales 
inquiry, maintenance / repairing requisition, and all 
other related matters. A team of technicians is 
‘ 6 
FIGURE 1.1 
ORGANIZATION STRUCTURE OF THE COMPANY 
Marketing Manager 
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/ Servicing r 
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Sales Sales Sales 
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responsible for all machine maintenance, repairing and 
cleaning services. 
Sales Department 
Generally speaking, the qualifications requirement 
for a salesman is not very high and rather flexible. 
The company looks for those who have received secondary 
or matriculated education, with certain, probably not 
less than one year sales experience. Other common 
characteristics such as being outgoing and presentable 
are just general requirements for all salespeople. In 
reality, most of the existing salesmen are secondary 
school graduates, with one or several years sales 
experience. 
Upon employing a new salesman, the sales manager as 
well as the related supervisor will provide certain 
training about the products knowledge and related sales 
techniques. The training period is around two days to 
one week. If further assistance is needed, especially 
for less experienced salesmen, the supervisor or sales 
manager may offer personal help, such as joint call with 
the salesman for a short period. 
On the other hand, occasional training for existing 
salesmen is provided in order to update their products / 
market knowledge, and improve their sales techniques. 
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Furthermore, as long as new product is introduced, such 
as new fax machine by Rank Xerox, some intensive 
training on that product will be offered, either by Rank 
Xerox or by the company sales manager. 
Each salesman, including the sales supervisors, is 
assigned a sales territory. Table 1.1 illustrates the 
combination of zones in Hong Kong that make up the sales 
territories. 
Every order within a territory is classified as the 
sales of that salesman. The territories are divided 
according to their sales potential. And salesmen are 
assigned territoiries with approximately similar sales 
potentials. Although the sales target is set in terms 
of each team, the salesmen in practice work singly in 
their own territories. Amongst the sales teams, there 
are competitions held from time to time. If a team wins 
in the competition, additional bonus and / or other 
kinds of benefits will be given to the whole team. For 
instance, there was a competition starting from Nov 89 
and ended before Lunar New Year in 1990. The team which 
met the minimum target and reached the highest record 
could enjoy a holiday trip in Thailand during the new 
year's holidays. 
For daily sales activities, the salespeople usually 




Territory , Constituent Zones 
1* Chai Wan, Yau Tong, Kung Tong, Mongkok(l) 
2* Central(1), TST East 
3* Kowloon Bay, Aberdeen, Wong Chuk Hang 
Tai Po 
4 San Po Kong, Yau Ma Tei 
5 Ngau Tau Kok, Tuen Mun 
6 North Point, TST 
7 Central(2), Cheung Sha Wan, Sham Shui Po 
8 Wanchai(l), Central(3), Tai Wai 
9 Mongkok(2), Kwai Chung 
10 Sheung Wan, Tsuen Wan, Tsing Yi 
11 Wanchai(2), Causeway Bay, Fo Tan 
12 Wanchai(3), Lai Chi Kok, Mei Foo 
•Territories assigned to the team supervisors. 
Constituent zones with brackets are divided sub-zones 
for different salesmen. 
‘ 10 
make appointments with customers. After preparation, 
salesmen leave the company around 10:30 to 11:3 0am to 
meet their clients. These calls could be the keeping of 
previous appointments or simply cold calls. Before, 
5: OOpm, salesmen would be back to the office and write 
sales reports for that day. Usually, they are required 
to come back unless they give prior notice to the 
management for the reason of business appointment with 
customers. 
Within the past 12 months, four salesmen left the 
company for different reasons. One resigned due to the 
unhappy experience with the management. Three were 
terminated for various reasons: one was found having 
private business outside, one failed to reach the quota 
for three months, and one was terminated during the 
probation for his unsatisfactory performance. 
Summary 
Although Hong Kong is an international business 
centre, and the role of sales operation becomes more and 
more important, the small local firms are still rather 
reluctant to apply the modern sales management theories 
and concepts to their business. Yet, many of these 
companies are having difficulties in motivating and 
supervising their salesmen. Accordingly, an intensive 
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case study is conducted in order to investigate the key 
factors of the problems and to suggest some 
recommendations for improvement. This chapter has 
introduced the problems, specified research objectives 
and given a background to the sales operations of the 
company being studied. 
NOTES 
1 See Hong Kong Annual Digest of Statistics. 1989 ed., 
Census and Statistics Department, Hong Kong, pp31-32. 
2 See Hong Kong Annual Dicrest of Statistics- 1989 ed., 
Census and Statistics Department, Hong Kong, p.283. 
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Motivation and supervision are two key elements in 
sales management. Although they are separate topics, 
they are highly related and supplement each other. In 
fact, they are to encourage or guide the salesmen to 
perform as desired, and serve to improve and maintain 
the performance standard of the sales team. Therefore, 
they are direct determinants of the success of sales 
management. 
In this chapter, a simple review on the concepts 
and applications of motivation and supervision will be 
presented. 
Motivation 
What is Motivation? 
Motivation was originally developed in the social 
sciences, most probably in psychology. However, the 
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beginning of the concept of motivation as a basic 
psychological process is difficult to trace. It crept 
into writings in England and American in the 1880s• 
During 1930s, motivation gained acceptance as a 
fundamental psychological concept. (Bindra and Stewart: 
1971) 
Recently, the concept of motivation is widely 
applied to business areas, especially in organization 
and human behavior management. 
Motivation covers very broad areas. Various 
publications and scholars define it rather differently, 
and two representatives from business reference books 
are quoted as follows: 
Motivation is goal-directed behavior, underlying which 
are certain needs or desires. Specifically, 
mot:j/v^ ation is the amount of effort the salesperson 
desires to expend on each of the activities or tasks 
associated with the sales job. (Still, Cundiff, and 
Govoni: 1988, p.367) 
Motivation is a force or pressure based on 
individual's needs and wants that gives rises to his 
behavior. It is what directs a person to spend effort 
on some tasks but not other. (Wotruba: 1981, p.290) 
Anyhow, except for those definitions that have 
special implications, motivation is concerned with the 
individual's needs and desires, and aims at some 
predetermined tasks. 
‘ 14 
The Roles and Characteristics of Motivation 
According to the report of Alexander Hamilton 
Institute of Sales Motivation, the relative importance 
of the success elements varies in different kinds of 
selling. But motivation is important in any kind of 
selling. (Alexander Hamilton Institute: 1985) 
As confined to the sales management area, 
motivation serves to reach and maintain the desired 
level of sales performance by performing the following 
functions: 
1. Reducing role conflicts of salespersons: 
Salesperson face role conflicts, such as: 
(i) conflict of identification arising out of 
multigroup membership 
(ii) advocacy conflict arising when the salesperson 
identifies with the customer and advocates the 
customer‘s position to other groups in the company 
(iii) conflict inherent in the salesperson's dual 
role as an advocate for both the customer and the 
company and the salesperson»s pecuniary interest as an 
entrepreneur 
2. Maintaining continuing enthusiasm in sales work: Due 
to the nature of the salesman's job, they repeat similar 
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work day after day. It is easily for them to become 
apathetic and lose interest in their work. Hence, 
motivation is needed to regenerate their interest. 
3- Maintaining a feeling of group identity: The 
salesman, working alone, finds it difficult to develop 
and maintain a feeling of group identity with other 
company salespeople. Thus, the contagious enthusiasm -
conducive to improving the entire group‘s performance 一 
does not develop. As such, motivation is needed to 
provide such group identity in which all members of the 
sales force feel they are participating in a cooperative 
endeavor. 
(Still, Cundiff, and Govoni: 1988, pp367—369) 
Key Factors in Motivation 
As discussed, motivation is a force based on one's 
needs, aiming at performing particular tasks. However, 
since everyone丨s needs and every company's tasks is not 
identical, the determinants factors of motivation would 
be different. 
Overall speaking, the factors can be classified as 
financial, psychological, organizational / managerial, 
and personal categories. 
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1. Financial 
This includes all financial incentives, such as 
salary, commission and other kinds of monetary 
compensations. This is a "traditional" important factor 
which is still believed the most effective motivation 
tool by most management. However, some scholars suspect 
the importance of this factor. Recent studies indicates 
that it is only a part of an employee 丨 s total needs. 
Management should not overvalue its importance but have 
to use it with other motivational tools. 
(Walker, Churchill, and Ford:1977, p.156; Wotruba: 
1981, p.292) 
2 • Psychological 
The psychological category consists of many 
factors, such as role ambiguity and role conflict, 
challenge and achievement of the job, job satisfaction, 
security, sense of belonging and recognition. Most of 
these factors are a complex of many sub-factors, where 
each sub-factor is interrelated and would affect the 
psychological factors differently under different 
situations. (Walker, Churchill, and Ford: 1977, p.l57; 
Wotruba: 1981, p.292; Chung: 1977, pp7-10) 
3. Organizational / Managerial 
Recently, several researchers have examined the 
mediating effects of organizational and interpersonal 
factors on salesmen. The research suggests that 
variables such as company goals, selection policies. 
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training procedures, supervisory policies, and other 
"organizational climates" variables affect the level of 
conflict and uncertainty salesmen experienced. (Walker, 
Churchill, and Ford: 1975, pp38-39) These 
organizational variables together with interpersonal 
variables such as conflict also have a major impact on 
salesmen's feelings of job satisfaction. (Churchill, 
Ford, and Walker: 1976) 
4. Personal 
The personal factor of each salesperson such as the 
personal preference, the life styles, and the off-the-
job lives affect the sales performance much. Some 
recent analyses observe that the off-the-job lives of 
the sales personnel have much impact (both positive and 
negative) on the sales performance. (Wotruba 1981, 
p.292) 
Theories of Motivation 
There are numerous motivational theories developed 
or being developed. Each of them illustrates different 
mechanism in motivating people and the relative 
importance contribution of each key factor. Five 
theories, which are currently and widely applied in 




Behavioral research studies show that all human 
activity, including the salesperson's job behavior, is 
directed towards satisfying certain needs by reducing 
tensions. The basic mechanism of need theories is shown 
in Fig. 2.1. 
Hierarchy of Needs 
Whilst many scholars developed the theories on 
homeostatic bases, A.H. Maslow (1954) viewed an 
individual‘s motivation in terms of needs hierarchy. He 
suggested that the general priority of need fulfillment 
in the order of: 
1. Physiological 1 
2• Safety Lower order needs 
3. Social J 
4. Self-esteem -i一 Higher order needs 
5. Self-actualization � 
(Fig. 2.2) 
He suggested that after an individual gratifies 
basic physiological needs, he or she proceeds to strive 
to fulfill the safety and security needs, and so on. 
According to his analysis, and modified by McGregor 
(19 60), man is a wanting creative and rarely reaches a 
state of complete satisfaction. Therefore, organism 
will search continuously for need satisfaction. The 
process of animating the organism is the emergence of 
’ 19 
FIGURE 2.1 







I REDUCTION OF TENSION 
L 香 港 中 文 大 學 回 當 n 藏 f ] 
‘ 20 
FIGURE 2.2 
MASLOW丨S HIERARCHY OF NEEDS 
SELF-ACTUALIZATION 
Highest need level: 
need to fulfill one's 
self to grow and 
use abilities to 
fullest and most 
creative extent 
SELF-ESTEEM 
Need for esteem of 
others； respect, 
prestige, recognition, 
need for self-esteem; 
personal sense of 
competence, mastery 
SOCIAL 
Need for love, affection, 
sense of belongingness 
in one's relationships 
with other persons 
SAFETY 
Need for security, 
protection and stability 
in the physical and 
interpersonal events of 
day-to-day life 
PHYSIOLOGICAL 
Most basic of all human 
needs: need for biological 
maintenance, for food, 
water, sex, etc. 
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less potent needs from the gratification of more potent 
needs such as physiological and safety. The emerging 
needs become major motivator of behavior. As soon as 
the needs on a lower level are reasonably satisfied, 
those on the next higher level will emerge as the 
dominant need demanding satisfaction. As an individual 
moves up to higher levels of the hierarchy, satisfaction 
of these needs increases their importance rather than 
reducing it. (Chung: 1977, pp37—41) 
Motivation - Hygiene Theory 
Frederick Herzberg (1957, 1959, 1966) on the other 
hand, developed the motivation - hygiene theory. 
According to his theory, the factors that lead to 
motivation and job satisfaction are not the same as 
those leading to apathy and job dissatisfaction. While 
most needs have potentials for influencing both the 
relief of job dissatisfaction and the increase of job 
satisfaction, each need serves predominantly either a 
hygiene or motivator purpose, which are classified as 
dissatisfiers and satisfiers, respectively. 
The major themes of this theory are that (1) when 
workers are not satisfied with dissatisfiers, they 
become the major source of job dissatisfaction, but 
satisfaction with dissatisfiers neither leads to job 
satisfaction nor high performance, and (2) the presence 
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Of satisfiers tend to boost both job satisfaction and 
performance. 
Achievement - Motivation Theory 
David McClelland (1955, 1965) indicated that many 
needs are not physiological and universal as Maslow 
suggested. Rather, these are socially acquired and vary 
from culture to culture. Based on his research, he, in 
association with other researchers, developed 
achievement 一 motivation theory where he identified 
three types of acquired needs: the need for achievement, 
the need for affiliation, and the need for power. 
The need for achievement reflects the desire for 
setting moderate task goals, taking responsibility, and 
receiving performance feedback. The need for 
affiliation reflects the desire for interaction with 
other people, a concern for the quality of interpersonal 
relationships, and a desire to be accepted by others. 
The need for power reflects the desire of influencing 
others, exercising control over others, and maintaining 
a superior-subordinate relationship. Most people have 
some aspects of all of these needs, but seldom in the 
same strength. All can be found in a person with 
varying degrees of strength. Depending on how these 
needs are structured, motivation will take different 
forms. (Chung: 1977, pp44-45) 
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Expectancy Theory 
To explain individual differences in motivational 
responses, scholars have developed expectancy theories 
of motivation. The importance of perceptual variables 
was advanced by Tolman (1936) and Lewin (1938). Based 
on their work, several cognitive theories, such as 
subjective expected utility, achievement motivation, and 
expectancy instrumentality have been developed. 
In the 1960 ' s, V. Vroom (1964) articulated and 
popularized the cognitive theory of motivation commonly 
known as expectancy theory. The expectancy model 
conceptualizes motivation as a process governing choices 
of behavioral activity. The reasoning is that the 
strength of a tendency to act in a certain way depends 
upon the strength of an expectation that the act will be 
followed by a given outcome and on that outcome‘s 
attractiveness to the individual. 
Vroom‘s theory of motivation includes three related 
models: the valence of outcome, work motivation, and job 
performance. The valence model states that the valence 
of an outcome is an increasing function of the algebraic 
sum of the valences of all outcomes and the person's 
perceptions about the instrumentalities between his 
performance and the outcomes. Instrumentality is 
defined as the degree to which the person sees the task 
‘ 24 
performance as leading to the attainment of the outcomes 
or incentives. 
The work motivation model states that the force to 
perform a task is an increasing function of the 
algebraic sum of the products of the valences of all 
outcomes and the expectancies that effort and 
performance will be followed by the attainment of these 
outcomes. The motivation to perforin a task starts from 
a person‘s desire to obtain preferred outcomes or 
incentive rewards in an organization. The performance 
model is considered to be an interactive or 
multiplicative function of ability and motivation. It 
follows from this performance model that, if either 
ability or* inotivation is low, performance will suffer. 
SuTPervision 
What is Supervision? 
As motivation is a force towards tasks, supervision 
can be defined as a management process to encourage a 
high level of performance. (Wotruba: 1981, p.290) In 
fact, supervision is a kind of tools for control 
purpose. Hence, it must involve the process of 
monitoring and communication. 
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The Role of Supervision 
Supervision serves to monitor whether or not the 
performance criteria are reached and maintained. 
Besides, one of its most important functions is to 
provide communication channel between management and 
employee, and to generate feedback to the management for 
further improvement. 
The Process of Supervision 
In order for the management to create an effective 
supervision system, they must be able to go through the 
following process: 
Gain understanding of what motivation is unless the 
management understand motivation, he could not be able 
to diagnose his own sales force situation and devise 
strategies that are on target. 
Measuring the sales personnels‘ needs this is the 
step that enables the management to identify each 
salesperson's needs and goals in order to provide 
appropriate job environment to meet their needs. 
Develop motivational program to improve job performance 
upon understanding the motivation and identifying 
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the needs, the management would then be able to develop 
the programs tailored for particular situation(s)• The 
programs can be implemented with three approaches. The 
most detailed level occurs when each salesperson is 
treated as an individual who receives tailored program 
separately., A second occurs when the sales force is 
divided into "groups" in which the members in the same 
group are treated indifferently. And the third involves 
treating salespeople "all alike" for motivational 
purposes. (Wotruba: 1981, pp293-301) 
Tools for Supervision 
In order to supervise effectively, the performance 
standard must be set up. In order for the salespersons 
to follow, the standard should be clear and descriptive. 
Quantitative standards, in effect, define both the 
nature and desired levels of performance. Indeed, 
quantitative standards are used for stimulating good 
performance as well as for measuring it. It is true 
that no one quantitative standard could entirely 
appraise the performance; rather, a set of combination 
could be used simultaneously. The particular combination 
chosen varies with the market environment and company‘s 
internal situation. 
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The following illustrates several widely used 
standards: 
Quotas: 
specifies the desire level of performance and monitors 
the discrepancy between the budget and actual level 
Selling-expense ratio: 
controls the relation of selling expenses to sales 
volume 
Territorial net profit or gross margin ratio: 
ensures for selling a balanced line and relative 
profitability Territorial market share 一一 executes 
closer control to each territory 
Sales-coverage-effectiveness index: 
controls the thoroughness with which salesperson works 
the assigned territory-
Call-frequency ratio: 
examines the effort spent of salesperson 
Order-call ratio: 
monitors the effectiveness of working in different 
customers / salesperson 
Average order size: 
controls frequency of calls on different accounts 
In order to achieve and monitor the performance 
standard, tools for supervision are necessary. There 
are numerous tools existing and some major methods are 
discussed as follows: 
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Sales meeting It is important both for 
communication and motivational purposes. It provides 
occasions for management to stimulate the group to raise 
its standard as to reasonable and acceptable 
performance. Besides the purpose of regular inspiration 
and encouragement, it also serves to train and update 
the sales personnel with latest market information. 
Also, it is valuable for exchanging information and 
ideas in the meeting. 
Sales contest It is a special selling campaign 
offering incentives in the form of prizes or awards 
beyond those in the compensation plan. It provides 
extra incentives to increase profitable sales volume and 
achieve more specific objectives. It develops team 
spirit, boosts morale, and makes personal—selling 
efforts more productive. 
Sales report The fundamental purpose of field 
sales report is to provide control information and 
enhance communication between the management and the 
salesperson. According to different situations and 
demands, there are many kinds of sales reports to serve 
different purposes. For instance, progress or call 
report deals with the progress of a salesperson, expense 
report enables control of expense, sales work plan helps 
to evaluate the salesperson's ability to plan the work 
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and to work the plan, (potential) new business report 
examines prospects, and report of complaint / adjustment 
concerns (customer) complaints. 
Summary 
Motivation and supervision are two of key 
determinants of success in sales management. They serve 
to maintain the sales performance at desired level. 
Although they are separate systems, they are highly 
interrelated to each other. 
Based on the theoretical framework, it is easier to 
understand and identify the key motivators to salesmen, 
which help to determine appropriate motivation systems. 
For supervision system, there are various 
quantitative standard and supervision tools available, 
which assist the management to monitor and appraise 
performance more easily. The company should therefore 
choose the particular combination of tools according to 
their environment and internal factors. 
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This chapter is concerned with the methodology of 
the research, which includes the research design, 
questionnaire design and data collection method. 
Research Desicm , 
The research design must fit the research 
objectives to provide an overview of the sales 
management of small local company, and to determine the 
major factors in motivation and supervision. Amongst 
various types of design, the descriptive research 
approach, due to its emphasis, would be more appropriate 
than the others. (Churchill: 1987, pp81-85) This is 
because descriptive model can be used to describe 
accurately the current situation of the business firm, 
the comments and feelings of salespeople as well as the 
management. Hence, upon analysis, it would be easier to 
determine the determinants of motivation and 
supervision. Consequently, recommendation can be made 
to solve the problems that the company is facing and 
improve the current situation• 
‘ 3 2 
Sources of Data 
In order to facilitate the research and get enough 
information, both primary and secondary data were 
gathered. 
Secondary Data 
Secondary data helped to provide background and 
reference information for the research. For instance, 
Hong Kong Government annual / quarterly statistics 
reports provided information on the Hong Kong business 
firms, such as the numbers of different business firms, 
number of salespeople employed in Hong Kong. The annual 
report gf the company helped a lot in understanding the 
company‘s operation, and served as foundation for 
further investigation and studies. 
Primary Data 
A small local marketing firm was selected for 
intensive study. Data were collected from both the 
management and the salesmen of the company. Management 
provided is the background of the company, and 
information on the motivation and supervision systems. 
Also, comments on these systems from the management were 
gathered. 
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For the salesmen, the major concern would be their 
comments to the existing system, through which we may be 
able to identify the key determinants of their reactions 
to efforts to motivate / supervise them. 
Concerning the tools of data collection, it was 
preferred to use survey (the communication model) rather 
than passive observation. (Churchill: 1987, pp224) This 
is because the information needed is private and 
detailed so that passive observation would hardly serve. 
Furthermore, survey is more effective, as well as time 
and cost efficient. 
Amongst the various kinds of communication tools, 
interview and structured questionnaire were used. since 
there were only two managers in the management level and 
12 salesmen (including three supervisors) to participate 
in this research, intensive studies were feasible. 
Interview was therefore a better way to gather more 
detailed and in depth information. On the other hand, 
structured questionnaire was used to guide the interview 
and ensure information on certain important areas would 
be gathered. (Churchill: 1987, pp224-241) 
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Questionnaires 
Separate questionnaires were set for the management 
and the salesmen respectively. 
The questionnaire for management (Appendix 1) 
consisted of four major areas. First, the company 
background and some basic operations data such as 
capital and organization structure were covered. 
Second, sales operations such as salesmen»s 
qualifications, training, sales territories were 
investigated. Then, the rest of the questionnaire was 
concerned with the motivation system and supervision 
tools used in the company. 
The questionnaire for salesmen and supervisors 
(Appendix 2) consisted of three parts. First, some 
general information about the company was asked. Then, 
the second part examined the attitudes of salesmen 
towards the motivation and supervision system. A 5— 
scale Likert method of summated ratings was used for 
such measurement. (Churchill: 1987, p.327) Finally, the 
effectiveness and usefulness of the supervision tools 
were commented by the supervisors. 
‘ 35 
There was difference in the methods used for data 
collection between the management and the salesmen. For 
management level, two managers were interviewed with the 
assistance of the pre—set questionnaire. For the 
salesmen and supervisors, they were asked to complete a 
set of questionnaire. Upon completion, each salesman 
and supervisor was approached to clarify the unclear 
responses, and to investigate further their underlying 
feelings and coirrnients about the existing systems of the 
company. 
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The results of the research mainly concern the 
motivation and supervision systems of the company. In 
addition to the brief introduction of the existing 
systems, this chapter would summarize the salesmen's 
comments topic by topic. 
From the field work, the key motivators 'to the 
salesmen are studied. In addition, two major motivation 
vehicles, namely, promotion and compensation systems are 
reviewed. For supervision, special emphasis is placed 
on various tools being used in the company and the 
salesmen's feedback on them. 
Data Analysis 
In this research, two intensive interviews were 
done with two managers in the management level, and 
twelve questionnaires were collected from the sales 
supervisors and salesmen. 
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For the information gathered from interviews of the 
management, a plain questionnaire form was used to 
summarize the results. For the salesmen‘s 
questionnaires, the procedure was a bit different. For 
questions in which salesmen checked responses, firequency 
counting was used to indicate the frequency of each 
selection. Total scores were calculated for "ranking" 
questions to show the overall ranking, while for open-
ended question, the major answers were summarized. 
Motivation 
Data under the sub-topic of general background is 
mainly the result from interviews of management, while 
for the other three sub-topics, findings presented are 
from both the management interviews and salesmen's 
questionnaires. 
General Background 
The motivation system in the company mainly 
contained two parts: compensation and promotion, while 
others were used occasionally as supplement. 
Basically, the company offered a rather simple 
incentive system which mainly relied on financial 
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compensation. Two major components of the compensation 
were basic salary and sales commission, while team bonus 
was offered according to the results of different 
competitions held. On the average, the basic monthly 
salary of a salesman was about $3500, commission about 
$2000, and. bonus was about $500, totaling about $6000 
per month. However, this was just an average figure for 
all salesmen; the more successful salesmen could even 
earn more than $10000 per month sometimes. 
For many companies, especially the big companies, 
besides the basic financial compensation, they offer 
benefits like pension funds, medical scheme, insurance. 
However, there was no such benefits at all in the 
company studied. 
In addition to the financial compensation, the 
company would promote any sales staff with good sales 
performance, according to the following path: 
Sales Manager / / 
(Assistant Sales Manager) 
Sales Supervisor 
(Senior Sales Representative) 
Sales Representative 
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The management would evaluate the sales performance 
(sales record) of each salesman to determine his merit 
for advancement accordingly. 
On the whole, the management believed that the 
whole incentive system could motivate the salespeople to 
certain extent; and that the compensation would be 
sufficient for salesmen‘s proper living. 
Motivation System 
In addition to the basic incentive system, salesmen 
mentioned that some systems and tools were used. First, 
sales contests were held several times a year to 
increase the competitive atmosphere among the three 
teams. 
Besides the sales contests, the salesmen indicated 
that the management engaged in many types of 
"communication" with them, such as the sales meetings, 
small group (sales team) discussion, one-to-one 
interview ••• etc. The management seemed to emphasize 
much on communication in order to supervise and control 
the salesmen. 
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It is quite surprising that only a few salesmen 
claimed that promotion and management praise were used 
in the company. From the salesmen's questionnaires, 
seven salesmen responded that they were not ever praised 
by the management； instead, they were usually commanded 
and / or criticized only. Moreover, only two salesmen 
thought that they were offered opportunities for 
advancement, while the remaining ten felt pessimistic. 
On the other hand, eight salesmen felt that 
training was moderately adequate for them to perform 
well, only four felt that it was not adequate. However, 
it should be noticed that no one mentioned that training 
was very adequate. 
In questionnaire for salesmen, question #4 
indicated some factors‘ abilities to motivate the 
salesmen. Results were shown in Table 4.1. 
It was indicated that money was outstanding among 
all factors and was the key consideration of the 
salesmen. The second factor that had ability to 
motivate salesmen was self-satisfaction. They 
interpreted it as the happiness and satisfaction 
obtained from the job and the company. The 
distribution of this item is interesting. Ten out of 
twelve salesmen ranked it #1, #2 or #3. Distribution of 
these three ranks was almost the same. The results 
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TABLE 4.1 
THE ABILITY OF FACTORS TO MOTIVATE SALESMEN 
Total Overall 
Factor Rank Frequency Score Score Rank 
Money 
1 9 9 
2 1 2 
3 1 3 
4 1 4 
5 0 0 18 1 
Self-satisfaction ‘ 
1 3 3 
2 3 6 
3 4 12 
4 1 4 
5 1 5 30 2 
Promotion 
1 0 0 
2 4 8 
3 2 6 
4 2 8 
5 4 20 42 3 
Recognition 
1 0 0 
2 1 2 
3 1 3 
4 8 32 
5 2 10 47 4 
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suggested that this factor was important to most 
salesmen, although the level of importance may be 
different. 
Promotion was the factor that followed the previous 
two. The position suggested 七 h a t this factor did not 
have that much ability to motivate the salesmen. 
Recognition was in the lowest position among all. 
In fact, ten of the salesmen mentioned that it had quite 
weak or very weak ability to motivate salesman, but only 
one mentioned that it had quite strong ability. 
In the same question, it was surprising that seven 
salesmen mentioned similar factors other than the above 
factors. Four of them commented that the company 
atmosphere / morale helped a lot in motivation, 
especially under the team work base. They also 
mentioned that the interaction among salesmen was very-
strong. It would be very hard, if not impossible, for a 
salesman to work hard if all other people surrounding 
were lazy. While the other three indicated that a 
progressive management style could activate and motivate 
the sales staff well. 
In question 14 of the salesman questionnaire, the 
Likert method of summated ratings (Churchill: 1987) was 
used to measure the salesmen's attitudes towards the 
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motivation system. The ratings were in five—point scale 
form, where "1" indicated strongest agreement and "5" 
indicated the strongest disagreement with the 
statements. Mean ratings were calculated by averaging 
the total scores of responses to each statement. Table 
4.2 summarizes the results. 
From the result of this attitude measurement, it 
indicated that the salesmen did not have positive 
impression on the motivation and supervision systems. 
This was reflected by the mean rating scores of 
statements #1 to Except #3, the mean rating scores 
to all these positive statements were all around 3, 
which was neither agree nor disagree with the 
statements. The mean rating score of statement #3 
(X=2.55) reflected that the jobs of salesmen were rather 
not exciting (that is, boring). 
On the other hand, salesmen were likely to agree 
that the training was not carried out in a well-planned 
program. This reflected the problem that the training 
program planning and execution were inefficient. 
Therefore, the company could not utilize the benefits of 
the training programs. 
Similarly, the salesmen slightly disagreed with the 
statement that the management was progressive. This 
indicated that the salesmen believed the management did 
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TABLE 4.2 
SALESMEN‘S ATTITUDE TOWARDS MOTIVATION AND SUPERVISION 
Mean Statements Rating 
1. My work is challenging. 3.11 
2. My work gives me a sense of accomplishment. 3.11 
3. My job is exciting. 2.55 
4. My supervisor is tactful. 3.11 
5. My supervisor doesn't seem to try hard to get 
our problems across to management. 3 . 0 0 
6. My supervisor sees that we have the things we 
need to do our jobs. 2 . 8 9 
7. Compared with other companies, employee 
benefits here are good. 4.22 
8. The company's sales training is not carried 
out in a well-planned program. 2 . 0 0 
9. Management is progressive. 3.11 
10. My pay is high in comparison with what others 
get for similar work in other companies. 4 . 0 0 
11. My pay doesn't give me much incentive to 
increases my sales. 2 . 4 4 
12. My income provides for luxuries. 3 . 7 8 
13. My opportunities for advancement are limited. 2 . 5 6 
14.工 have a good chance for promotion. 3 . 6 7 
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not have long term and consistent planning for the 
marketing and sales program. As some salesmen mentioned 
in the personal interviews: if the company did not plan 
to work progressively and aggressively, the salesmen 
were hardly motivated to be progressive and aggressive. 
Promotion 
Although the company had a proper advancement path, 
there was no position promotion in the past 12 months. 
By further investigation, it was revealed that the 
evaluation standard of the sales performance was not 
well defined and structured. The management just 
reviewed the sales record from time to time to identify 
if any performance was extremely outstanding. However, 
there was no guideline for the time duration, and no 
quantitative and concrete standards for evaluation. 
The management explained that this flexible policy 
was due to several factors. First, the company could 
not promote too many salesmen unless there was drastic 
change or expansion. Second, the company believed that 
most salesmen were interested in money, and promotion 
was effective only if it resulted in increase in their 
income. 
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On the other hand, a sales supervisor mentioned 
that the promotion actually did not make much 
difference. In fact, no one would recognize the 
difference between a salesman and senior salesman, or 
sales supervisor. 
Under such circumstances, it was not surprising 
that in the salesmen‘s response of Question 3, only two 
salesmen considered that they were offered or would be 
offered promotion opportunities. Also, under the 
attitude measurement of Q14, the salesmen consistently 
agreed that their opportunities for advancement were 
limited (X=2.56) and disagreed that they had good 
chances for promotion (X=3.67). 
However, referring to the results of Question 4 
from salesmen questionnaire, promotion was not 
identified as an important factor for motivation 
(X=3.5). This result was slightly contrary to the 
traditional belief which claimed that promotion 
(advancement) was a motivator rather than a hygiene 
factor in motivatioru (Herzberg: 1968) 
Compensation 
As expected and indicated by many traditional 
motivation theories, money was indeed the most important 
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motivational factor to salesmen. In fact, from the 
responses of salesmen to Question 4, out of twelve 
salesmen and sales supervisor, nine of them ranked 
"money" as having the strongest ability to motivate 
them. (See table 4.1) This was consistent with what the 
management, level expected. 
In Question 6 regarding the whole compensation 
package, five of the salesmen said that it was 
sufficient for living and entertainment, while the other 
seven said that it is not enough. 
However, in Question 7, it indicated that nine out 
of twelve salesmen were not satisfied with the existing 
compensation system. Only three were moderately 
satisfied. For those not satisfied, their major 
complaint was that the compensation package was not 
competitive enough. They mentioned that for some big OA 
companies, such as Minolta, their salespeople usually 
had lower quota than this company, but their incomes 
were higher. In addition, some claimed that even if the 
rates were similar, the work load in the small company 
was much heavier than that in the big companies. 
Moreover, customers usually were more confident in 
dealing with big companies, which lowered their 
successful rate. 
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For instance, many big companies promoted and 
advertised their products with great efforts. 
Therefore, their salesmen only had to follow the "walk-
in" inquiries, which the successful rate was much 
higher. They did not need to waste time on cold 
calling and finding prospect customers in order to 
achieve the quota. Moreover, during the selling 
process, the potential customers would be more confident 
to deal with big companies. 
In addition, the salesmen felt that the big 
companies offered better packages which included many 
other non-financial benefits, such as pension fund, life 
and medical insurance, low-interest loan...etc, whereas 
workers in small companies lost all these benefits. 
Hence, the salesmen in small companies should be 
paid higher than the salesmen in big companies. 
In Question 14 of the attitude measurement, the 
results provided consistent answers. The salesmen 
strongly disagreed that the employee benefits were good 
in the company (5=4.22)• In other words, they felt that 
their company provided much less benefits to them than 
the other companies did. 
On the other hand, they also disagreed with the 
statement that their pay was high in compairison with 
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What others got for similar work in other companies 
(X=4 .00) . In addition, they complained that their 
income could not provide luxuries for them (X=3.78) and 
they did not have much incentive to increase sales 
volume with the existing compensation package (X=2.44). 
Su]3ervision 
General Background 
From the interviews of the management, it was 
revealed that the concept and tools of supervision used 
in the company were rather simple. The management 
believed that salesmen must be tightly controlled / 
supervised so that they would perforin as expected. 
The company used several supervisory tools to 
control salespeople. The quota system was the basic 
tool to evaluate the sales performance. In addition, 
report system was used to monitor the diligence of each 
salesman. Moreover, the sales manager monitored the 
sales performance by analyzing their past sales record. 
And the management engaged in frequent communication 
with the salesmen through various channels. Also, there 
was fixed sales meeting for them to exchange ideas and 
information. 
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Although the company had tight control over the 
salesmen, the management realized that the salesmen 
might still have "private business" outside. However, 
the company could do little to improve the situation as 
long as the salesmen could achieve the monthly quota and 
perforin as required. The management mentioned that if 
there was obvious and sufficient evidence to prove a 
salesman having private business, no matter whether the 
business was related or unrelated, he would be 
terminated immediately. However, as the salesmen were 
doing their business "well", the company could only 
maintain the rigid supervision firmly. 
For sales team supervisors, they executed 
supervision by joint calls with team members, which 
enabled them understand more about the daily activities 
and the selling abilities of each salesman. Also, sales 
team meeting was an important chance for them to share 
ideas and market information with each other. In 
addition, frequent sales team meeting, especially 
informal meeting, and other forms of communication 
provided opportunities to increase mutual understanding. 
From the viewpoint of salesmen, five of them felt 
that they received sufficient supervision, and six 
others felt moderately supervised. Two thirds of them 
disliked the existing supervision tools, while one third 
did not have comment. Some supervision schemes were 
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believed to be not effective at all. Particularly, 
complaints concerned about the daily report system. As 
they suggested, the company should only evaluate the 
sales record, and it was irrelevant for the company to 
understand the daily practice and activities of each 
salesman. Also, some of them especially felt antipathy 
against the over-tight control. It seemed that the 
company did not trust the staff at all so that they used 
tight scheme to manipulate and control them. 
From the result of attitude test of Question 14, 
statements #4一6, the salesmen seemed neither to agree 
nor disagree. It was suggested that supervisors書 
ability and performance might not be that useful and / 
or favorable to salesmen. 
Quota 
According to the management, quota system was one 
of the basic supervisory tools used in the company. The 
system was on monthly basis. It was based on the sales 
scores as well as the total sales volume. Each kind of 
OA product was assigned a sales score, namely, 
typewriter : 1, dry plain copier : 2, fax machine and 
computer : 3. The scores were assigned according to the 
gross margin of each product and the difficulty of 
selling the product. Each salespeople was required to 
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achieve certain sales scores for each month. In 
addition, the total sales volume, which included the 
sales of OA machines and accessories / supplies, such as 
ribbon, copier paper, thermo—paper, was also considered 
as another indicator to reflect the sales performance. 
Although many salesmen disliked supervision tools, 
it was indicated in Question 9 that most of them felt 
comfortable with the sales quota. Only one salesman 
rarely achieved the sales quota. That is to say, the 
quota was either easily achievable, or at least 
reasonable. 
Report System and Others 
As mentioned by the management, each salesman 
should report the activities and clients met. everyday. 
Such sales reports would be submitted to the team 
supervisors and then to the sales manager. The reports 
would then be gone through and analyzed accordingly. 
Basically, the report system was aimed at 
monitoring the salesmen's daily activities. However, it 
was difficult, in reality, to verify whether the 
information in the reports was true or not. 
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Besides sales report, the sales manager monitored 
the sales performance of each salesman weekly. If the 
sales dropped unreasonably, he would communicate with 
the salesman immediately to investigate the reasons. 
Moreover, in most Saturdays morning, sales meetings were 
held to discuss sales difficulties as well as other 
problems arising. In this meeting, the management 
understood more thoroughly the progress of each 
salesman. 
Summary 
As a small marketing firm, the company used the 
relatively simple motivation system along with tight 
supervision policies and tools to control salesmen. 
The motivation system mainly relied on financial 
compensation, which was believed to be the main 
motivator for salesmen. In this research, the findings 
was consistent with what the management believed. 
However, the salesmen were not satisfied with the 
existing compensation package and felt that the other 
big companies were far better than them. 
Although the company did offer advancement 
opportunities, neither the management nor the salesmen 
felt that it was very important. However, it was 
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surprising that self-satisfaction was the second 
strongest determinant in motivation. 
On the other hand, to implement tight control, the 
company employed monthly quotas system, daily sales 
report system, performance analysis and other 
supervisory tools. However, there were still some 
salesmen believed to be having their private business 
outside. But, as long as the salesmen were doing 
"well", no action would be taken by the company except 
that it tried harder to tighten the control system! 
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CHAPTER V 
DISCUSSION AND RECOMMENDATIONS 
Introduction 
The preceding chapter has briefly presented the 
major findings of the research. It was interesting that 
some findings contradicted the traditional motivation 
theories, while many revealed the underlying problems or 
weaknesses of the company. 
In this chapter, there would be a brief discussion 
of some interesting and important findings of the 
studies. Based upon the discussion and review of related 
theories, recommendations for the company would be made 
to improve the current situation. 
Discussion 
Motivation 
The motivation and supervision systems have to be 
used coitiplementarily in order to achieve the company 
objectives. Motivation is a system which "pulls" the 
person being motivated to targets； while supervision is 
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a "push" system which forces the people to targets. The 
relationship of these two systems is illustrated in Fig. 
5.1. Unless the systems are implemented in balance, 
they cannot work together efficiently and effectively. 
However, from the findings of the research, it was 
revealed that the company seemed unable to design a 
balanced system between motivation and supervision. 
From the research, the order of factors in terms of 
their strength of motivation ability was: money, self-
satisfaction, promotion and recognition. Also, company 
atmosphere and morale were strong motivators. However, 
the company in fact almost solely emphasized on the 
financial compensation to motivate salespeople. 
From the previous researches, although this factor 
was recognized as important, many scholars suggested 
that it should be used in combination with other 
motivators in order to effectively achieve the goals. 
(Walker, Churchill, and Ford: 1977; Wotruba: 1981) 
On the other hand, from the point of view of 
Maslow‘s needs theory, money was a direct way of 
satisfying lower order needs； but it might or might not 
be able to fulfill the higher order needs. From the 
motivation—hygiene theory, F. Herzberg pointed out that 
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was indeed a hygiene factor rather than a motivator. It 
could motivate only when it occurred as a merit increase 
that gives special recognition to the individual for a 
job well done. 
Hence,, it is very likely that the company's scheme 
is too limited and not effective to motivate its 
salespeople. 
For the compensation scheme, the general comments 
froin the salesmen indicated that the scheme did not 
satisfy the salesmen and was not competitive enough. 
Unfortunately, there is no absolute standard for 
compensation determination. On the other hand, the 
researcher suspects that the response from salesmen 
might not be very truly reflecting the reality. It is 
rather rare for an employee to be very satisfied with 
his/her present salary unless he / she is highly 
overpaid. As humans, people expect to have as much 
(money) as they can. Hence, it is normal for more than 
half of the salesmen not to be satisfied with the 
present salary. In addition, as this research was to 
investigate their situation and make recommendation to 
the management, it is likely that they would under-state 
their compensation in order to exert pressure on the 
management for an increase / improvement of the 
compensation scheme. 
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Therefore, it is suggested that the compensation 
scheme might not be as poor as the salesmen had 
indicated. 
In the question regarding the strength of 
motivation ability, the position of self-satisfaction 
was significantly high. This coincided with what the 
Maslow's needs theory and Herzberg's two factor theory 
suggested. 
In needs theory, Maslow suggested that even if all 
lower order needs were satisfied, human might still 
often expect that a new discontent and restlessness 
would soon develop, unless the individual was doing what 
he or she, individually was fitted for. (Maslow: 1987) 
On the other hand, Herzberg's two factor theory 
classified achievement as the strongest motivator 
affecting job attitudes and led to high satisfaction. 
(Herzberg: 1968) 
All these suggested that the self-satisfaction was 
an important factor to the salesmen, but the management 
had not yet recognized and satisfied it. 
One interesting issue in the same question is that 
most salesmen considered recognition as having the least 
ability to motivate them, which is contradictory to most 
motivational theories. 
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From the personal contact of several salesmen, 
their inteirpretations of recognition were that it was 
very formal practice used in some big companies in order 
to enhance the competitive atmosphere and motivate the 
staffs. However, they thought that such formal practice 
might not be suitable for small companies and small 
sales team as the "recognition" could no七 create desired 
competitive environment. 
In fact, recognition could be either formal or 
informal. In reality, recognition was usually combining 
both according the actual situation. The big companies 
might have advantage to use more formal recognition 
which would create suitable atmosphere, while for small 
companies / teams, they might be more suitable to use 
more informal recognition. 
Moreover, since the company had seldom used the 
formal recognition practice, some salesmen could not 
experience the effect of it. Therefore, if was 
reasonable for them to have ranked recognition lower 
than the others. 
In the same question, seven salesmen ranked company 
atmosphere / morale in the second or third position as a 
motivator. This indicated that inspirational motivation 
was also important to the salesmen. Hence, it was more 
confident to conclude that recognition, as a kind of 
inspirational motivation, would have ability to motivate 
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salesmen. However, the forms of recognition should be 
considered carefully in order to match the actual 
situation. 
Promotion was another factor with low position. 
This also contradicted 七 he implications of most 
motivational theories since promotion is either a strong 
motivator or a step to motivator in most theories 
discussed. 
However, it is suggested that all these 
motivational theories are held under general situation. 
There might be difference due to the changes of 
environment. Also, it is noticed that those motivation 
theories suggested that humans were motivated by a set 
of key factors, instead of only one particular factor. 
And the set of factors are interrelated and supplement 
to each other. 
According to R.J. Calvin, smaller business had 
strength in its greater flexibility, but also had 
weaknesses in limited human and financial resources, and 
limited career advancement opportunities. Thus, salesmen 
selected by these smaller business would probably be 
interested in selling and earning more money through 
increased sales, but with less ambitions to move into 
management, at least in the short run. (Calvin: 1984, 
p.4 & p.45) This illustrates a possible reason why the 
research findings contradicted the traditional theory. 
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Supervision 
Overall speaking, salesmen did not like the 
supervision system very much. Instead of treating 
supervision as vehicles for them to achieve the sales 
and management objectives, the salesmen regarded it as a 
control tool only. However, as mentioned at the 
beginning of this chapter, supervision and motivation 
were two different systems serving one common objective. 
If one was dominating the situation, the other one would 
be affected and the objective might not be achieved that 
easily. In this instance, as the salesmen felt that 
they were controlled too tightly, motivation‘system 
would be unable to function as tight control served as a 
"de-motivator". 
In particular, the management treated communication 
as an effective tool for control / supervision purpose 
only. In fact, communication is a key factor that 
enables a company, whether small or big, to operate 
successfully. In sales force management, communication 
not only means explaining, but also persuading and 
changing. (Calvin: 1984, p.113) Hence, if communication 
was only used as control purpose, it blocked the normal 
information flows, under—utilized the operation system 
and wasted resources within the company. 
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One of the major problem that the management faced 
was the "private business" of the salesmen. Although 
the control was tight, they still believed that such 
practices existed within their company. 
Although all salesmen denied that they had business 
outside, some hinted that this ph en omen on was very 
popular in the sales industry. 
From the discussions with some salesmen, several 
conclusions were drawn concerning the reasons of running 
"private business": 
(1) Salesmen might not be satisfied with their present 
rewards, and / or found that additional opportunities 
were available for them to make more money. 
(2) The nature of private business was related with the 
business of their own job. For example, salesmen of 
typewriters might have private business on selling 
typing ribbons. While not putting much extra effort in 
obtaining the extra order of typing ribbons, they could 
have better profit by selling their own ribbons instead 
of making orders for the company. 
(3) Those salesmen who had plenty of free time were 
more likely to own their business. Even if the extra 
businesses were not related to office machines, the 
salesmen could have time to manage them. 
I 香 港 中 文 大 學 阅 i T n i i ^ y 
64 4 
Unfortunately, from the research findings, it was 
impossible to identify whether or not the salesmen had 
such business outside. Assuming the "private business" 
did exist within the company, the major reasons for this 
would likely be the "poor" compensation and the nature 
of business. As nine out of twelve salesmen mentioned 
that the compensation rate of the company was not high 
enough, it was likely that they had incentive to earn 
more from extra job. 
Furthermore, it was interesting that although seven 
of them said that the existing financial compensation 
were not sufficient for living and entertainment, they 
did not leave the company. It was strange because given 
the highly competitive and dynamic labor market, it 
would be almost impossible for a company to retain a 
staff with underpaid scheme. Therefore, two possible 
outcomes could be concluded: 
(1) The compensation level may not be that low as they 
complained so that they did not leave the company, or 
(2) The total reward, including the profit from related 
private business, was equal or greater than the normal 
rewards in the market. 
If the first was true, it coincided with the above 
discussion of compensation scheme. Assuming the second 
was true, the company should combine both motivation 
and supervision systems in order to eliminate or reduce 
such possibility. 
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From the research findings, it seemed that the 
management•s major objective was to control the 
salesmen, and not let them have any "free chances". 
Sales manager monitored sales performance week by week, 
and various communication channels were established in 
order for management to check each salesman closely. 
However, it might be a crisis if the management only 
relied on control / supervision. As discussed above, 
motivation and supervision were two inter-related and 
inter-supplemented systems. The management should 
therefore emphasize both systems. 
The roles of the sales supervisors were unclear. 
They were not classified true management nor purely 
salesmen. Although they did have joint calls with their 
subordinate salesmen, and held sales meeting by team, 
they seemed do not have detailed and concrete job 
descriptions. Some responsibilities might overlap with 
what the sales manager did. In addition, the salesmen 





On the whole, the company philosophy should not 
only emphasize on control, and neglect the importance of 
motivation. On the contrary, a more balanced system 
should be adopted in order to achieve the management / 
sales objectives. 
The role of management is to plan and execute the 
motivation and supervision systems. Therefore, they 
should formulate general direction and detailed 
procedures and strategies. Besides, the management, 
especially the sales manager, should always consider the 
maximization of benefits to salesmen. One belief must 
be maintained: the more the salesmen earn, the more 
profitable the company would be! 
Both motivation and supervision systems consist of 
many factors. Each is interrelated with the others and 
cannot be separated as an individual program. 
Therefore, although the following discussion is divided 




To maintain the current compensation scheme to be 
competitive, it is suggested that the company should 
review the compensation scheme periodically. As the 
labor market and wage trend are changing rapidly, a 
review every six months should be appropriate. 
Comparison may be done with the market rate and trend, 
and with the compensation scheme of similar business 
companies. 
The management must realize their weakness of 
limited advancement opportunity and should not over 
emphasize the "pseudo—promotion"• In lieu of the 
advancement opportunities, the management is suggested 
to offer other kinds of motivation rewards. This 
includes formal recognition of one's sales achievement, 
year end bonus based on the year sales performance. 
Formal recognition, namely, prize and certificate 
award should be used once or twice a year. These help 
to reward the salesmen who have high achievement, and 
serve as non-financial compensation. 
In addition, informal recognition, such as a causal 
thanks, praising somebody in a sales meeting, would be 
much more helpful in daily sales performance and should 
be emphasized and used more frequently. 
‘ 68 
One of the strengths of the small business is the 
personal and friendly atmosphere. It is therefore 
suggested that the management should not treat 
themselves as superiors, but as partners of salesmen. 
This enhances the internal atmosphere and makes the 
salesmen more willingly to work in the company. 
Furthermore, the company should organize activities for 
all staffs, such as outing, birthday party and sport 
competition, in order to enhance their mutual 
understanding and coimunication. 
Supervision System 
Since the company seemed to currently restrict 
communication as channel to investigate the salesmen, it 
is suggested that the company should emphasize two way 
communication which enables two parties to share and 
exchange information and ideas. 
One of the important coimunication vehicle is the 
sales meeting. Although the company did have sales 
meeting regularly, salesmen reflected that the meeting 
could not serve the desired purposes. Therefore, it is 
suggested to re-organize the contents of the meeting, in 
which the management and salesmen could meet together to 
share problems and successes. This would also be a good 
opportunity for the management to disseminate company 
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policy to salesmen, and for the salesmen to feedback on 
related issues so that the company can adjust the policy 
to improve the situation. To ensure the best result, 
careful design in cost, frequency, length, and contents 
must be done. 
As the sales supervisors are positioned between the 
management and the salesmen, they could act as bridge or 
mediator between the two parties. This would enhance 
the communication up and down flow. Moreover, 
supervisors could also assist the sales manager in some 
monitoring activities. In addition, as they are team 
leaders, they should act as motivator to encourage the 
team member for higher morale and sales record. 
However, the job descriptions must be defined clearly so 
that no tasks would be duplicated or left undone. 
In order to prevent salesmen from doing private 
business, the optimal strategy would be to combine the 
temptation and control approaches. On the one hand, 
redesign of the company丨s compensation scheme should be 
worked out. On the other hand, control should be 
emphasized to reduce or eliminate the chances for 
handling business outside. These two approaches must be 
implemented together and supplement each other. 
In detail, motivation, especially financial 
incentive, should be used to attract the salesmen away 
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from handling their business to increasing the sales 
volume. Consequently, less time will be allocated on 
their private business. In addition, as long as the 
compensation is significant to the salesmen, the private 
business will have less attraction to the salesmen, and 
the salesman will have greater concern to protect their 
job. 
The control system should be emphasized for greater 
effectiveness. Although it is suggested that the 
supervision should not be too tight, it is necessary to 
maintain some tools to certain extent. It is believed 
that sales quota and sales report would help a lot. 
Quota determines the work amount of a salesmen. As the 
findings indicated that the existing quota might be too 
easy to be achieved, new quota must be re-estimated so 
that the salesmen have to allocate most of their time in 
order to achieve the target. Sales report provides 
very detailed information on daily sales activities. 
The management (sales manager) should indeed examine the 
contents in detail to verify the truth of the reported 
information. If any intentionally untrue information is 
found, strict warning and / or punishment, up to 
termination, must be used to show the management ‘ s 
emphasis on this tool. 
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Limitations 
Although the research was prepared and done 
carefully, there were still bias and imperfections due 
to certain environmental and unavoidable situations. 
The research approach is to conduct an intensive 
case study of a small office equipment marketing firm. 
However, it is not certain whether the company selected 
is indeed representative of Hong Kong‘s small marketing 
firms. Hence, the problems indicated in this research 
may or may not reflect the typical problems of the 
whole. 
Although the descriptive approach provides a good 
framework for factual and situational descriptions, it 
is deficient in providing further explanations of events 
uncovered. 
Considering the nature of the research design, that 
is, undisguised research, bias from both management and 
salesmen may exist. For the management, they might tend 
to tell the better situation than the reality due to 
some psychological pressure. Management might possibly 
be reluctant to disclose too many problems of their 
company, which might reflect their failure in managing 
the company. 
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On the other hand, the salesmen might exaggerate 
complaints, especially on those matters directly related 
to themselves. The complaints could probably exert 
pressure on the management to make improvements. 
In the process of collecting data from the 
salesmen, some salesmen might not be willing to respond 
the questionnaire. In fact, two questionnaires were 
collected after much delay. However, as the researcher 
tried very hard to collect the questionnaire and clarify 
ambiguity in the response, all salesmen were "forced" to 
respond. As such, the price of 100% response rate could 
be some response bias from those who might not answer 
seriously. This would reduce the reliability of the 
research data. 
In addition, it is unlikely that all salesmen would 
have exact consensus on certain "technical" terms, such 
as recognition, satisfaction, achievement. Although 
they might have similar conception on these terms, the 
detailed implication of these terms might be different. 
In preparing the recommendation, it was found that 
many detailed information about the company, the 
industry and the market are missing or not obtainable, 
so that some recommendation could not be done in detail. 
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Furthermore, it is believed that in order to suggest 
more practical recommendations for detailed changes, the 
research should cover much broader areas of operations 
as many changes are related to different areas. 
In spite of the above limitations, it is believed 
that the study has made contribution towards better 
management of the company‘s sales operations. 
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QUESTIONNAIRE FOR MANAGEMENT 
(Method employed: Personal Interview) 
BACKGROUND 
1. What is the major business of your company? 
2. What kinds of products does your company handle? 
3. In rough figure, how much initial and existing 
capital does your company own? 
4. How many staff does your company have? 
5. What is the organization structure of your company? 
SALES OPERATIONS 
6: What qualifications (proper requirement, but not 
minimum) are required in selecting salesmen? 
6.1 Education level 
6•2 Related experience ‘ 
6.3 Special skills 
6 • 4 Others ZZIIZZZZIIZI^ZZIZIIZZZZ^Z^^I^" 
7. What kinds of training are provided to new salesmen? 
8. What kinds of training are provided to existing 
salesmen? 
9. What are the existing sales territories, and how are 
they determined? 




11. What are the incentive systems used in the company? 
12. To what extent do you think that your salesmen are 
being motivated 
[ ]Highly motivated 
[ ]Moderately motivated 
[ ]Not motivated 
13. What is the path and opportunity for salesman 
promotion? 
14. What criteria are used for determination of 
salesman promotion? 
15. What form of compensation is offered: 
(For probe and prompt) 
Financial: ‘ 
[ ]basic salary [ ] commission 
[ ]bonus [ ] special compensation 
[ ]medical scheme [ ] insurance 
[ ]others (please specify) 
16. What is the average figure of the financial 
compensation? 
Basic salary $ Commission $ 
Bonus $_ Others 
Total $ 
17. Do you feel the salesmen are satisfied with the 
existing incentive system? 
[ ] Y e s [ ] No 
17.1 If not, in which aspect? 
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SUPERVISION 
18. What supervisory tools does the company use? 
[ ]quotas [ ] expense account 
[ ]report system [ ] sales-analysis procedure 
[ ]communication with salesmen 
[ ] j o i n t sales call [ ] sales meeting 
[ ]others 
19. The quotas system is based on: 
[ ]sales volume [ ] no. of calls 
[ ]sales profit [ ] no. of successful sales 
[ ]others 
20. If the following system exists in your company, how 
does it work? Expense control: 
Report system: 
Sales-analysis procedure: 
Communication with salesmen: 
21. Do you recognize that the salesmen have their own 
"private business" 
[ ] Y e s [ ] No 
22. If the answer to #20 is yes, what are you doing to 
tackle this problem? 
23. What is the procedure and criteria for sales 
performance evaluation? 
Thank you for your kind cooperation丨！！ 
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APPENDIX 2 
QUESTIONNAIRE FOR SALESMAN 
1. What training have you received from the management? 
2. Is it adequate for you to do your job well? 
[ ]Very adequate [ ] Moderately adequate 
[ ]Not adequate 
3. Which of the following system(s) are being used to 
encourage salesmen? (May check one or more) 
[ ]Sales Contests 
[ ]Communications 
[ ]Recognition (honour awards, such as trophies, 
certificates) 
[ ]Praise by management ‘ 
[ ]Sales meetings 
[ ]Promotion opportunities 
4. Which of the following factors has/have ability to 
motivate yourself? (Please rank in order of 
priority, for 1 = strongest) 
[ ]Money [ ] Recognition 
[ ]Promotion [ ] Self-satisfaction 
[ ] O t h e r s 
5. What forms of compensation do you receive from the 
company? 
[ ]Basic salary [ ] Coininission 
[ ]Bonus [ ] Special compensation 
[ ]Medical scheme [ ] Insurance 
[ ]Others 
6. Is the financial compensation sufficient for your 
living and entertainment? 
[ ] Y e s [ ] No 
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7. Overall speaking, are you satisfied with the 
compensation system? 
[]Highly satisfied [ ] Moderately satisfied 
[ ] N o t satisfied 
7•1 Why or why not? 
8. What types of quota(s) are used? 
[ ]Sales volume [ ] Sales profit 
[ ]No. of calls [ ] No. of successful sales 
[ ] O t h e r s [ ] None 
9. Do you feel comfortable about the sales volume quota? 
[ ] Y e s [ ] No 
10. How often have you been able to achieve the sales 
quotas in the past? 
[ ] A l w a y s [ ] Quite often [ ] Sometimes 
[ ]rare [ ] never 
11. How much supervision do you receive from the 
management / supervisor? 
[ ] V e r y much [ ] Much [ ] Moderate 
[ ] A little [ ] Very little 
12. To what extent do you like the supervision tools, 
such as sales meeting? 
[ ] L i k e very much [ ] Like [ ] no comment 
[ ] D i s l i k e [ ] Very much dislike 




14. Please respond to each of the following statements 
by putting an rank number (1-5), which most closely 
approximates your level of agreement, in the blank. 
Please do not skip any statements. 
1 = Strongly agree 
2 = Agree 
3 = Neither agree nor disagree 
4 = Disagree 
5 = Strongly disagree 
-My work is challenging. 
-My work gives me a sense of accomplishment. 
-My job is exciting. 
-My supervisor is tactful. 
-My supervisor doesn't seem to try too hard 
to get our problems across to management. 
-My supervisor sees that we have the things 
we need to do our jobs 
-Compared with other companies, employee 
benefits here are good. 
-The company‘s sales training is not carried 
out in a well-planned program. 
-Management is progressive. 
一 M y pay is high in comparison with what others 
get for similar work in other companies 
-My pay doesn't give me much incentive to 
increases my sales. 
-My income provides for luxuries. 
-My opportunities for advancement are limited. 
-I have a good chance for promotion. 
Thank you for you cooperation 
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(For supervisor) 
15. Which of the following practice(s) are used to help 
you to execute supervision? (May check more than one) 
[ ]Joint call [ ] Sales team meeting 
[ ]Communication with salesmen 
[ ]Others (please specify) 
16. Do you find the above (checked) practices useful? 
[ ] Y e s [ ] No 
Why or why not? 
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